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SHERIFF’'S DEPARTMENT BUDGET STATUS REPORT (ITEM NO. 2D-8,
AGENDA OF JUNE 26, 2017)

On June 26, 2017, the Board of Supervisors (Board) directed the Chief Executive Officer
(CEO), and the Auditor-Controller (A-C), in consultation with the Sheriff's Department
(Department), to report to the Board semi-annually with an overview of the financial status
of the Department. The Board further instructed that the report include the number of
vacancies compared to budgeted positions, actual overtime costs compared to budgeted
overtime amount, funding and resources dedicated to unincorporated areas of the County
of Los Angeles (County), and emerging issues with significant fiscal impacts to the
Department’s budget.

Executive Summary

The Department’s fiscal year (FY) 2018-19 adjusted budget is $3.4 billion, with a net
County cost (NCC) to the General Fund of $1.7 billion. The Department’s budget currently
includes eleven budget units: Administration, County Services, Court Services, Custody,
Detective, General Support Services, Patrol-Clearing, Patrol-Contract Cities,
Patrol-Specialized and Unallocated, Patrol-Unincorporated Areas, and Clearing.

“To Enrich Lives Through Effective And Caring Service”
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The Department has 18,246 budgeted positions, (10,859 — sworn; 7,387 — professional
staff) with 17,035 filled full-time employees as of March 2019.

The Department and the CEO are committed to working cooperatively to continue efforts
to right-size and improve the Department’'s budget. However, budget gaps persist
primarily in the categories of retiree health, workers’ compensation, separation pay,
miscellaneous earnings pay, and overtime because the shortfall has either only been
partially addressed and/or increases to these cost categories occur each year. To ensure
the Department closes with a balanced budget, one-time solutions that include various
fiscal controls, vacancies and attrition, the deferral of purchases from services and
supplies and capital assets, and the cancellation of prior-year encumbrances will be
implemented. The Sheriff is currently exploring ways to consolidate operations to control
expenditures, increase efficiency and effectiveness and achieve cost savings to provide
ongoing solutions to the structural deficit.

FY 2018-19 Budget Status

The Department’'s 9" Month Budget Status Report reflects a projected $25.5 million
deficit, approximately 1.5 percent of their adjusted NCC allocation of $1.7 billion. The
deficit is primarily attributable to over-expenditures in salaries and employee benefits
($70.9 million) and under-realization of revenue ($18.1 million). The over expenditures
are partially offset by savings in services and supplies ($36.7 million), other charges
($1.8 million), capital assets-equipment ($17.0 million), reimbursable revenue from other
County departments ($3.2 million) and prior-year revenue and commitment cancellations
($4.8 million).

Table 1 below provides a summary of FY 2018-19 financial status. A more detailed report,
including variances by major budget categories, is reflected in Attachment A.
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Table 1
Sheriff’s Department 9t" Month Budget Status Report
Fiscal Year 2018-19
$ in Millions
I Adjusted An.nual Variance
el Budget Eitiprt Surplus/Deficit
9t Month

Expenditures
Salaries & Employee Benefits $2,904.1 $2,975.0 (570.9)
Services & Supplies 447.5 410.8 36.7
Other Charges 53.3 S1.5 1.8
Capital Assets-Equipment 30.7 13.7 17.0

Total Expenditures $3,435.6 $3,451.0 (515.4)
Intrafund Transfer (IFT)
& Revenue
IFT $106.6 $109.8 $3.2
Revenue 1,659.0 1,640.9 (518.1)

Total IFT & Revenue $1,765.6 $1,750.7 (514.9)
Total Current Year NCC $1,670.0 $1,700.3 ($30.3)
Prior-Year Savings/Deficits $4.8 $4.8
Total Net County Cost ($25.5)

The primary factors contributing to the Department’s over expenditures in salaries and
employee benefits continue to be $107.8 million in unfunded employee benefits costs,
including:  retiree health ($18.5 million), workers’ compensation ($44.7 million),
separation pay ($21.7 million), and miscellaneous earnings pay ($22.9 million).

The Department plans to mitigate these costs through various one-time solutions
including fiscal controls, stricter monitoring of overtime, vacancies and attrition, the
deferral of purchases from services and supplies and capital assets, and the cancellation
of prior-year encumbrances along with the Sheriff's long-range plans to consolidate
operations to achieve operational efficiencies and cost savings. While the Department is
committed to balancing its budget, critical incidents and unforeseen factors (e.g. Woolsey
Fire) are inherent in the nature of the Sheriff's 24/7 emergency operations. This requires
constant monitoring of activities which have a fiscal impact to ensure that departmental
resources are managed appropriately, and the budget is balanced at year end.
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Expenditure and Revenue Realignment

The Department and CEO continue their efforts to evaluate expenditure and revenue
trends along with current operational spending plans that drive the forecast to identify
opportunities that allow for better alignment of the budget. The FY 2019-20
Recommended Budget includes approximately $76.9 million in redirection of funding from
other budget categories and increases to program revenues to address historical cost
increases in retiree health, workers’ compensation, separation and miscellaneous
earning pay, as follows:

e Recognized $31.4 million in law enforcement services revenue to address
unfunded employee benefits.

e Increased the Department’'s salary savings target by $22.8 million, from
5.0 percent to 6.5 percent, to reflect a realistic target based on historical hiring
trends and anticipated outcomes from recent marketing efforts.

e Redirected $13.4 million in overtime funding added during FY 2018-19 Final
Changes to unfunded employee benefits.

e Allocated $5.2 million in Assembly Bill (AB) 109 funding to address unfunded
employee benefits associated with AB 109 program positions.

e Redirected $3.9 million and $176,000 budgeted under CAO Adjustment and
nursing bonus respectively to address unfunded employee benefits.

The above actions significantly close the budget gap in unfunded employee benefits. In
FY 2017-18, the projected shortfall in this area, when comparing budget to actuals, was
approximately $103.6 million. In FY 2019-20, the projected deficit is now approximately
$60.1 million as follows: workers compensation ($54.2 million), separation pay
($3.7 million), and miscellaneous earnings pay ($2.2 million) (reflected in Table 2 below).
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Table 2
Summary of Historical Unfunded Employee Benefits
$ in Millions
VEsti Estimated | Estimated
Budget Actual/Estimate Shortfall Shortfall
2017-18 2018-19 2019-20* 2017-18 2018-19 2019-20 2018-19 2019-20
Description (a) (b) (c) (d) (e) (f) (b) - (e) (c) - (f)
Retiree Health Insurance $78.1 $81.8 $108.2 $94.0 $100.3 $108.2 (518.5) S0
$ Change from Previous Year $3.7 $26.4 $6.3 $7.9
% Change from Previous Year AT%  323% 6.7% 7.9%
Workers’ Compensation $94.3 $98.5 $108.7 $136.3 $143.2 $162.9 ($44.7) ($54.2)
$ Change from Previous Year $4.2 $10.2 $6.9 $19.7
% Change from Previous Year 4.5% 10.4% 5.1% 13.8%
Separation Pay $14.4 $16.4 $35.4 $40.0 $38.1 $39.1 ($21.7) ($3.7)
$ Change from Previous Year $2.0 $19.0 (51.9) $1.0
% Change from Previous Year 13.9% 115.9% (4.8%) 2.5%
Miscellaneous Earnings Pay S0 $1.0 $22.3 $20.1 $23.9 $24.5 ($22.9) (52.2)
$ Change from Previous Year $1.0 $21.3 $3.8 $0.6
% Change from Previous Year 100%  2,130.0% 18.9% 2.5%
TOTAL Unfunded Employee Benefits $186.8 $197.7 $274.6 $290.4 $305.5 $334.7 ($107.8) (s60.1)
$ Change from Previous Year $10.9 $76.9 $15.1 $29.2
% Change from Previous Year 5.8% 38.9% 5.2% 9.5%

*Reflects Recommended Budget.

Since our first report in April of 2018, the Department has taken steps, when financially
feasible, to align their unfunded employee benefits appropriation to actual expenditures.
Table 2 reflects the Department’s ongoing efforts to align the budget over the past two
fiscal years to address historical budgetary shortfalls. However, while the Department is
making gains in right-sizing the budget, the changes/impact are not as apparent because
either they did not fully address the shortfall in a given budget year and/or these
categories experience unavoidable cost increases in the same year. In some fiscal
years, the actual costs continue to outpace the Department's efforts to close the
budgetary gap. For example, in FY 2018-19, $10.9 million was added to the Department’s
unfunded employee benefits budget, while during the same year, the costs increased by
$15.1 million, thus growing the shortfall by $4.2 million in FY 2018-19.

Lastly, the Department is in the process of completing a more comprehensive review of
its revenue-offset programs, completely segregated from the Department’s NCC budget,
to determine if the revenue collected is fully offsetting the costs of the program. This
assessment will ensure that whatever revenue is added for a new program or adjustments
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are made due to rate increases for existing programs, funding is added to the appropriate
categories, which include unfunded employee benefits, associated with the program
positions.

Overtime Assessment

The Department is projecting to exceed its overtime budget by approximately
$148.9 million in FY 2018-19. The Department indicates that over expenditures in
overtime is attributable to hiring delays, vacancies, contract obligations, and the need to
meet mandated requirements associated with court settlements and agreements. Table
3 illustrates the historical and actual expenditures for overtime over a five-year period
which continues to trend upward.

Table 3
Summary of Overtime
$ in Millions
Fiscal Year Adjusted Budget Actual/Estimate Variance

2018-19* $140.313 $289.194 (5148.881)
2017-18 $126.548 $269.667 (5144.119)
2016-17 $158.756 $283.973 (5125.217)
2015-16 $137.751 $273.572 ($135.821)
2014-15 $124.858 $189.646 ($64.788)
* Reflects the redirection of $13.4 million in overtime to unfunded employee benefits
(included in the FY 2019-20 Recommended Budget).

Effective July 1, 2018, the Department restructured its overtime coding convention to
include a four-digit budget activity code that represents what activity the overtime is being
used for (i.e. REO1 — Special Event Contract, TR02 — Training Relief POST Training,
VAO1 — Injured on Duty). The new coding will increase the availability of meaningful data
that will enable the Department to better analyze and articulate the specific reasons for
overtime, as well as when the overtime was worked and how much overtime was worked
attributable to a specific activity and fiscal year. Given the increase in hiring and new
overtime control tools, it is anticipated that overtime utilization will decrease, and the CEO
will continue to work with the Department to reduce costs.

In the future reports a detailed study of overtime usage based on the data provided by
the new overtime control numbers will be included and enable the Department to
separately identify the causes for the overtime and the relation to vacant positions, critical
incidents (e.g. Woolsey Fire) and other unforeseen factors (e.g. change in federal/State
law, that may impact the Department’s staffing needs).
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A-C’s Overtime Assessment

As requested by the CEO, the A-C issued a report on March 7, 2019 on the level of
staffing that would be required for the Sheriff to phase out mandatory overtime. For more
details, please refer to the Sheriff's Department — Quantification of the Staffing Level to
Phase Out Mandatory Overtime (Attachment B). In addition, note that the Department is
performing an in-depth analysis to identify the reasons for overtime, and determine the
staff positions required to meet the operational needs of the Department.

Department Reorganization and Budgetary Restructuring

With the recent changes in the Department’s leadership, the Department is in the process
of restructuring its organization and corresponding chart of accounts. The Department
continues to work with the A-C and CEO to align its budgetary structure to its
organizational structure and consolidate the existing eleven budget units to five to more
closely reflect its operational and reporting structure. The proposed five budget units
would be: Custody, Patrol, Executive, Administration, and Countywide Operations. The
process to operationalize the new organizational structure may take up to two years to
complete.

Recruitment and Retention

Improving the hiring and retention of personnel with the goal of fully closing the vacancy
gap continues to be the primary focus of the Department. The 9th Wonder and the
International Association of Chiefs of Police (IACP) have provided the Sheriff with
recommendations. The 9th Wonder has completed its Recruitment Marketing Strategy
Report encompassing best practices for targeting high interest applicants, optimization of
marketing content appeal, and development of applicant engagement and retention
processes. The 9" Wonder continues to manage the Department's social media
recruitment marketing campaign. IACP has provided a Retention and Recruitment
in-progress report with preliminary findings and recommendations that have a recurring
theme: development of a comprehensive human resource strategic plan that is
institutionalized and utilizes data analytics for planning, decision making, and measuring
success. For more detailed information, please see Sheriff Recruitment, Hiring, and
Retention Strategies: Third Quarterly Program Report dated March 4, 2019
(Attachment C).
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Vacancies

As of March 2019, the Department had 371 sworn vacancies compared to the 460 in
September 2018; a decline of 89 vacancies (see Table 4).

Table 4
Summary of Net Vacancies
Classification February 2018 September 2018 March 2019

Commander 0 0 0
Captain 0 0 8
Lieutenant 21 32 22
Sergeant 250 247 259
Deputy 293 181 82

TOTAL 564 460 371

For a more detailed report regarding the Department’s vacancies, please refer to
Attachment D, which is provided to the Board monthly.

Emerging Issues and/or Other Areas of Focus

Below are critical issues/challenges that the Department has identified for FY 2019-20.

Body-Worn Cameras — The Sheriff has identified body-worn cameras as a priority
for the Department. The Department’s preliminary implementation plan to outfit
the Department with body-worn cameras and to provide the necessary software
and storage to support the program will require $13.0 million in ongoing and
$15.0 million in one-time funding. The project will enhance public safety, video
evidence will enhance criminal investigations, and increase accountability and
transparency on behalf of the Department. This funding request comes in advance
of a consultant’s report, by the International Association of Chiefs of Police, which
will provide insight into costs and implementation strategies for body-worn
cameras. The report is expected to be completed by the end of May 2019.

Recruitment Unit/Training Bureau Staffing Needs — The Department’s mission
is to hire over 1,400 new sworn and civilian staff over the next fiscal year. Funding
for positions is needed to provide training and support the increased capacity of
academy classes.
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e Senate Bill (SB) 1421 [Discovery Unit] — SB 1421 authorizes the release of
information relative to personnel investigations to members of the public and the
media. This information, which was previously protected under California Penal
Code 832.7 and 832.8, is now available and subject to release effective
January 1, 2019. The workload within the Department’s Discovery Unit, relative to
its compliance with these public records act requests, is expected to increase
substantially. To ensure this mandate is adhered to appropriately and in a timely
manner, the Department will require additional staffing.

e Station Jail Staffing — An additional 45.0 Custody Assistants (CA) to perform
duties required by stations is needed. These CAs would be allocated throughout
the North, Central, South, and East Patrol Divisions to ensure adequate coverage
during all three shifts at the stations and to eliminate the need to pull staff from
field operations.

e Custody-Discharge Planning (Mental Health) — Additional funding for personnel
aimed at improving discharge planning services provided to a broader range of
inmates.

e Fleet (Vehicles, Buses, and Helicopters) — Continued reliance on ensuring
year-end savings in services and supplies, other charges, and capital assets to
absorb cost increases in employee benefits negatively impacts the Department’s
ability to develop and adhere to sufficient annual replacement plans for
depreciating equipment such as vehicle, buses, and helicopters.

e Trial Court Funding — The Department, along with most other counties throughout
the State, has historically been underfunded by the State for Trial Court Security
services that the Department provides to the Superior Court. Over the past several
months, the Department has been working with the Superior Court to evaluate
potential amenable options for ensuring that the Department meets its obligation
to provide trial court security services but doing so in a way that reduces the
shortfall in unsupported costs to the Department.
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Conclusion

The CEO, A-C and the Department will continue to work collaboratively to assess the
Department’s financial status, explore alternative funding options and opportunities, as
well as continue to assess other internal mitigation efforts and offer recommendations to
improve its budgetary performance. The next semi-annual report will be issued in
October 2019.

SAH:JJ:MM:SW
RP:JV:AP:cc

Attachments

c Executive Office, Board of Supervisors
County Counsel
Sheriff
Auditor-Controller



FY18-19
Adjusted Budget

LASD Forecast

ATTACHMENT A

Adjusted Budget vs

LASD

Surplus/Deficit

(a) {b) {c)
Appropriation
1000 Salaries & Employee Benefits 2,904,088,000 2,974,965,000 (70,877,000)
2000 Services & Suplies 447,469,000 410,800,000 36,669,000
5500 Other Charges 53,251,000 51,487,000 1,764,000
6030 Cap Assets - Equipment 30,745,000 13,736,000 17,009,000
6100 Other Financing 0 0 0
Total Financing Uses 3,435,553,000 3,450,988,000 (15,435,000)
Less: 6800 Intrafund Transfer (106,611,000) (109,789,000) 3,178,000
Net Financial Uses 3,328,942,000 3,341,199,000 {12,257,000)
Revenues
82B Buisness Licenses 53,000 50,000 (3,000)
84A Vehicle Code Fines 12,117,000 11,703,000 (414,000}
84B Other Court Fines 1,400,000 123,000 (1,277,000)
84C Forfeitures & Penalties 924,000 851,000 (73,000)
86C Rents & Concessions 200,000 500,000 300,000
89B State-Other 2,784,000 1,081,000 (1,703,000)
89E State-Prop 172 642,229,000 642,229,000 0
89G State-Citizens' Option for Public Safety (COPS) 5,317,000 5,200,000 (117,000)
89H State-2011 Realignment 224,581,000 222,533,000 (2,048,000)
90K Federal-Other 26,226,000 32,701,000 6,475,000
91B Other-Governmental 4,037,000 3,067,000 (970,000)
92F Legal Services 1,100,000 600,000 (500,000)
92L Civil Process Serv 5,309,000 4,000,000 (1,309,000)
92M Court Fees & Costs 26,000 26,000 0
92Q Law Enforcement Services 507,567,000 501,240,000 (6,327,000)
92R Recording Fees 1,519,000 1,000,000 (519,000)
92W Trial Court Security 170,870,000 170,000,000 (870,000)
93A Insitutional Care 845,000 819,000 (26,000)
93E Charges for Services 4,244,000 4,179,000 (65,000)
94B Other Sales 140,000 100,000 (40,000)
94C Miscellaneous 10,538,000 9,638,000 (900,000)
96A Sales of Capital Assets 180,000 300,000 120,000
96B Transfers In 36,758,000 28,952,000 (7,806,000)
Total Revenues 1,658,964,000 1,640,892,000 (18,072,000)
Current Year Net County Cost 1,669,978,000 1,700,307,000 (30,329,000}
Prior Year Surplus/Deficit 4,807,000

TOTAL ESTIMATED YEAR-END NET COUNTY COST

(25,522,000)




ATTACHMENT B

COUNTY OF LOS ANGELES
DEPARTMENT OF AUDITOR-CONTROLLER

KENNETH HAHN HALL OF ADMINISTRATION
500 WEST TEMPLE STREET, ROOM 525
LOS ANGELES, CALIFORNIA 90012-3873

PHONE: (213) 974-8301 FAX: (213) 626-5427

JOHN NAIMO
AUDITOR-CONTROLLER

March 7, 2019

TO: Sachi A. Hamai
Chief Executive Officer
FROM: John Naimo /\‘“ e,

Auditor-Co ller

SUBJECT: SHERIFF’'S DEPARTMENT - QUANTIFICATION OF THE STAFFING
LEVEL TO PHASE OUT MANDATORY OVERTIME (April 10, 2018,
Board Agenda ltem 59-A)

On April 10, 2018, the Board of Supervisor's (Board) directed the Chief Executive Officer
(CEQ), working with the Sheriff's Department (Sheriff or Department) and labor partners,
to identify strategies and lasting solutions to the recruitment, hiring, and retention of sworn
personnel at the Sheriff. At the CEO's request, the Auditor-Controller (A-C) agreed to
assist the CEQ'’s efforts by quantifying the level of staffing that would be required for the
Sheriff to phase out their mandatory overtime.

Our review focused on the overtime for sworn staff since these positions comprise
approximately 2.8 million (78%) of the total 3.6 million overtime hours in Fiscal Year (FY)
2017-18, and present a higher risk of potential negative impacts to the community and
employee safety. We did not evaluate the Sheriff's overtime controls, the reasons for
overtime, or compare the Sheriff's overtime to other jurisdictions because the CEO and
Sheriff are conducting a separate study.

Our review included interviewing Sheriff staff and Fiscal management from the
Department’'s Administrative Services Division, examining the Department's available
overtime data, and estimating the staffing levels by item and division, and calculating the
corresponding Salary and Employee Benefit (S&EB) cost needed to eliminate overtime.
We also performed a high-level cursory review of the Department’s non-sworn overtime
to identify the staff items that accounted for the most overtime hours.

We conducted our review in conformance with the Infernational Standards for the
Professional Practice of Internal Auditing.

Help Conserve Paper — Print Double-Sided
“To Enrich Lives Through Effective and Caring Service”
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Background

On April 3, 2018, the CEO and A-C, in conjunction with the Sheriff, issued the Sheriff
Budget Status Report indicating that the Department’s total overtime costs have
increased annually over the past five years. For FY 2017-18, the report indicated that the
Department projected total paid overtime costs to be approximately $260.3 million, which
exceeded their overtime budget by approximately $142.3 million.

Sheriff's Fiscal management indicated that the reasons they exceeded their overtime
budget were primarily due to hiring delays, vacancies, leaves of absence, etc. that
required the Department to rely heavily on both mandatory (e.g., emergencies, and
unincorporated patrol) and non-mandatory (e.g., Court services, and special events)
overtime to meet critical needs and contractual obligations. Based on concerns that
significant amounts of overtime may limit the Department’s ability to meet additional
needs and negatively impact both community and officer safety, the Board issued a
motion with multiple directives for the CEO and Sheriff to identify creative strategies and
lasting solutions for the Department’s recruitment, hiring, and retention processes. At the
CEO’s request, the A-C agreed to assist in the motion by quantifying the level of staffing
that would be required for the Sheriff to phase out their mandatory overtime.

Review Methodology and Scope Limitations

The Board motion directed us to quantify the staffing level needed to phase out mandatory
overtime. However, our review noted that, while the Sheriff tracks and monitors certain
overtime details (e.g., date worked, hours, budgetary code, and overtime reason code),
the Department does not currently have a mechanism to reliably identify/summarize
mandatory vs. non-mandatory overtime without a review of each overtime shift, and
collaborating with the sworn staff at the facilities, stations, and units responsible for
assigning and/or working the overtime. The Department indicated that mandatory
overtime statistics are not currently available since there has not been a need to
separately identify and track these hours and costs.

Our preliminary estimates in this report are primarily based on a calculation of the Sheriff's
total overtime worked data (paid and compensatory time) from FY 2017-18 through April
2018 (10 months, the most recent data available at the time of our review) that were
annualized, and converted into an equivalent level of full-time positions, and the
corresponding estimated direct S&EB cost. OQur calculations include paid and
compensatory overtime since both can impact the Sheriff's need to meet critical
operations/contractual obligations and can potentially be reduced through the hiring of
additional sworn and non-sworn positions. In addition, a significant amount of overtime,
regardless of whether it is paid or compensatory time, may impact community and officer
safety. Officers commonly work extended hours which can cause great mental and
physical stress. The decision on whether to hire additional positions or have existing
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employees work overtime to meet obligations and critical needs is a common issue that
Sheriff and Police departments frequently struggle to balance.

Our report presents estimates based on FY 2017-18 data for the purpose of stimulating
future discussion and analysis regarding the total staffing that would be required to
eliminate the majority of the Department’s total overtime. In addition, the Sheriff's
processes cannot separately identify:

¢ Overtime that may be unavoidable.

¢ Overtime that is split due to function/work location.

e Overtime that is due to major critical incidents, such as the Woolsey Fire.

e Overtime from other unforeseen factors, such as changes in federal/State law, that
may impact the Department’s future staffing needs.

As a result of these limitations, these estimates are not intended, nor suitable to be used
for budgetary or decision-making purposes.

CEO’s and Sheriff’s Analysis

The CEO and Sheriff are performing a separate in-depth analysis to identify the reasons
for the overtime, and to estimate the impact of the required additional positions to the
Sheriff's annual budget. Therefore, our review did not evaluate whether the overtime was
justifiable and/or whether the Department has sufficient policies and procedures,
management controls, and oversight to prevent overtime abuse and excessive amounts.

Review Summary

Based on the data available at the time of our review, we preliminarily estimate that the
Sheriff would need to fill at least 2,270 positions to substantially phase out their total
sworn, and non-sworn overtime worked for FY 2017-18, inclusive of both paid and saved
compensatory overtime hours, at an estimated direct S&EB cost of approximately $295.1
million.

Specifically, the estimate includes hiring 1,873 sworn positions, consisting of 1,582
Deputies, 251 Sergeants, and 40 Lieutenants to eliminate the overtime hours for these
respective items, at an estimated cost of $262.3 million. In addition, we estimate that the
Sheriff would need to fill 397 positions to eliminate their non-sworn overtime for the top
three items (i.e., Custody Assistants, Security Officers, and Law Enforcement
Technicians (LET)) which comprise of 74% of their total non-sworn items, at an estimated
direct S&EB cost of $32.8 million. The CEO indicated that the Department currently has
only 1,284 overall net vacancies (comprised of both sworn and non-sworn positions),
which is considerably less than the 2,270 positions (1,873 sworn and 397 non-sworn)
estimated in this report.
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It should be noted that the $34.8 million cost difference between our $295.1 million
preliminary cost estimate for the positions indicated above ($262.3 million for sworn and
$32.8 for non-sworn) and the $260.3 million in projected overtime costs for FY 2017-18
is primarily due to the inclusion of both paid and saved compensatory overtime in our
calculations. Compensatory overtime comprised approximately 306,000 hours (9%) of
the 3.6 million in total overtime hours for our review period (July 2017 through April 2018).
In addition, we noted that there is not a significant difference in employee benefit costs
between filling shifts with the use of overtime, as oppose to full-time positions.
Specifically, the Sheriff's estimated FY 2017-18 employee benefits costs are
approximately 54% for each full-time sworn position as compared to approximately 56%
for sworn shifts filled with overtime. Overtime benefits are generally paid at time and a
half, plus 6% for unemployment insurance and workers’ compensation. In addition,
overtime is generally not pensionable.

However, as mentioned previously, the estimates in this report are preliminary and are
not intended for budgetary or decision-making purposes since they are based on total
overtime and account for only direct S&EB staffing and costs. In addition, other factors
such as indirect support staffing requirements, Services and Supplies (S&S) costs,
existing vacancies, and reasons for overtime (e.g., major critical incidents, shift
extensions, and court appearances), should be evaluated in further detail since overtime
is an inevitable part of law enforcement and cannot be entirely eliminated, regardless of
the staff employed. Due to the 24 hours a day, seven days a week nature of their work,
and the need to “cover” for officers leave, the CEO and Sheriff are performing a separate
in-depth analysis to determine the causes of the over expenditures in overtime and the
potential budgetary hiring impact.

The detailed results of our review are included below.

Results of Review
Total Overtime Hours
Based on overtime information provided by the Sheriff, and as indicated in Table 1 below,
the Department's total overtime worked in FY 2017-18 (through April 2018, 10 months
reviewed) for sworn and non-sworn staff totaled approximately 3.6 million hours. The

overtime for sworn staff represents approximately 2.8 million or 78% of the total overtime
hours reported.
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Table 1
Actual Overtime Hours for Sworn and Non-Sworn Staff (Rounded)
Fiscal Year 2017-18 (Through April 2018, 10 Months)

Compensatory
Staff Type Paid Time Time Total Hours Percentage
Sworn 2,526,000 255,000 2,781,000 78%
Non-Sworn 731,000 51,000 782,000 22%
Total: 3,257,000 306,000 3,563,000 100%

Source: Sheriff's Department (unaudited)

However, as mentioned above, we noted the Department does not have a current
mechanism to reliably identify the portion of their overtime hours that are mandatory
versus non-mandatory without a review of each overtime shift, and collaborating with the
sworn staff at the facilities, stations, and units responsible for assigning and/or working
the overtime. As a result, our staffing estimates were generally based on total sworn and
non-sworn overtime, instead of total mandatory overtime as directed in the Board motion.

Estimate of Required Sworn Staff - By Staff Item

Based on our review of the Sheriff's FY 2017-18 total overtime information from Table 1
above, we estimate that the Department would need to fill at least 1,873 positions to
phase out their sworn overtime, at an estimated direct S&EB cost of approximately $262.3
million for the year. Specifically:

Table 2
Estimated Staff Required to Eliminate Sworn Overtime - By ltem
Fiscal Year 2017-18 (Through April 2018, 10 Months)

Overtime Positions S&EB Cost
Staff Item Hours (A) (B)
Deputy 2,299,000 1,582 211,860,000
Sergeant 364,000 251 42379000
Lieutenant 59,000 40 8026000
Other Sworn - Not Fillable by an FTE 59,000 N/A (C) N/A (C)
Total: 2,781,000 1,873 262,265,000

(A) The estimated number of positions is based on the Auditor-Controller, Accounting Division’s Fiscal Year (FY) 2017-18
Productive Work Hours (PWH) calculation and adjusted to reflect the 10-month period covered (1,743 PWH x 10/12 months
(July 2017 through April 2018) = 1,453 Adjusted PWH).

(B) Based on estimated FY 2017-18 salaries, including cost of liing increases, and applicable employee benefit costs.

(C) The overtime worked for these items (e.g., Reserve Deputies, and Captains) do not appear to be preventable through the
hiring of additional swom staff due to the nature of the position, amount of overtime hours worked, etc.

Source: Sheriff's Department and Auditor-Controller, Accounting Division (unaudited)
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As indicated in Table 2 above, we noted that the Deputy, Sergeant, and Lieutenant staff
items account for approximately 2.7 million (96%) of the 2.8 miilion sworn overtime hours
worked. Based on our analysis, we estimated that the Department would need to hire
1,582 Deputies, 251 Sergeants, and 40 Lieutenants to phase out the overtime hours for
these respective items. Our estimate does not include 59,000 overtime hours for “Other
Sworn” items, including Reserve Deputies, Captains, etc., where the overtime worked
does not appear to be preventable and cannot be eliminated through the hiring of
additional personnel.

Estimate of Required Sworn Staff - By Division

As part of our analysis, we further estimated the required sworn staff needed by Sheriff
divisions. As indicated in Table 3 below, the Patrol and Custody Divisions comprise of
approximately 2.2 million (79%) of the 2.8 million sworn overtime hours for FY 2017-18
(through April 2018) and would require 855 and 693 positions, respectively. Specifically:

Table 3
Estimated Staff Required to Eliminate Sworn Overtime - By Division
Fiscal Year 2017-18 (Through April 2018, 10 Months)

Overtime Positions S&EB Cost
Division Hours (A) (B)
Patrol 1,240,000 855 120,366,000
Custody 1,007,000 693 96,264,000
Courts 252,000 173 23,619,000
Detective 135,000 92 13,187,000
General Support Services 59,000 40 5,909,000
Administration 29,000 20 2,920,000
Other - Positions not fillable by an FTE 59,000 M/A N/A
: Total: 2,781,000 1,873 2_63,2_65,000

(A) The estimated number of positions is based on the Auditor-Controller, Accounting Division's Fiscal Year
(FY) 2017-18 Productive Work Hours (PWH) calculation and adjusted to reflect the 10-month period covered
(1,743 PWH x 10/12 months (July 2017 through April 2018) = 1,453 Adjusted PWH).

(B) Based on estimated FY 2017-18 salaries, including cost of living increases, and applicable employee
benefit costs.

Source: Sheriff's Department and Auditor-Controller (unaudited)

Non-Sworn Overtime

Although our review focus was to quantify the sworn staff needed to phase out mandatory
overtime, we also performed a high-level cursory review of non-sworn staff overtime
hours. As noted in Table 1 above, the Sheriff's total non-sworn overtime was
approximately 782,000 hours, consisting of 731,000 paid hours at a total cost of $29.3
million, and 51,000 compensatory hours. As previously mentioned, the Department does
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not have a current mechanism to reliably identify the portion of their overtime hours that
are mandatory without a review of each overtime shift, and collaborating with the sworn
staff at the facilities, stations, and units responsible for assigning and/or working the
overtime. As a result, our staffing estimates below are based on the total non-sworn
overtime hours reported at the time of our review.

While we noted that the Department reported over 240 non-sworn items that worked
overtime from July 2017 to April 2018, three staff items (i.e., Custody Assistants, Security
Officers, and LETs) comprised approximately 577,000 (74%) of the 782,000 total non-
sworn hours. Specifically:

Table 4
Estimated Staff to Eliminate the Top Non-Sworn Overtime ltems
Fiscal Year 2017-18 (Through April 2018, 10 Months)

Overtime Positions S&EB Cost
Staff Item Hours (A) (B)
Custody Assistant 391,000 269 23,634,000
Security Officer 116,000 80 5,308,000
Law Enforcement Technician 70,000 48 3,821,000
All Other Non-Sworn Positions 205,000 N/A (C) N/A (C)
Total: 782,000 397 32,763,000

(A) The estimated number of positions is based on the Auditor-Controller, Accounting Division's Fiscal Year (FY)
2017-18 Productive Work Hours (PWH) calculation and adjusted to reflect the 10-month period covered (1,743 PWH
x 10/12 months (July 2017 through April 2018) = 1,453 Adjusted PWH).

(B) Based on estimated FY 2017-18 salaries, including cost of living increases, and applicable employee benefit
(C) The owertime hours for these remaining non-sworn items consist of over 240 other items, including operations
assistants, custodians, clerks, etc.

Source: Sheriff's Department and Auditor-Controller, Accounting Division (unaudited)

Using the same calculation methodology applied to sworn items, as indicated in Table 4
above, we estimated that the Sheriff needs to hire approximately 269 Custody Assistants,
80 Security Officers, and 48 LETs to phase out the overtime for these non-sworn items,
at an estimated direct S&EB cost of approximately $32.8 million.

Services & Supplies Costs for New Budgeted Positions

Sheriff's Fiscal management indicated that as part of their annual budgetary process, the
CEO has historically included $15,000 in S&S appropriations for each new budgeted
position added to the Department’s budget. Specifically, the CEO includes $6,000 in S&S
appropriations for one-time costs and $9,000 in S&S appropriations for ongoing costs
such as computers, police supplies, etc. All newly-added sworn budgeted positions also
include an additional $9,000 in one-time capital assets appropriation for costs associated
with outfitting the Department’s sworn personnel with portable radios.
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Our estimates in this report were limited to calculating the number of positions that the
Sheriff would need to hire to phase out their sworn overtime, and the corresponding direct
salary and employee benefit costs only. While certain S&S costs should be included in
the estimated total costs for each new position, we did not estimate these costs in our
calculation. This estimate will be addressed by the CEO.

Review of Report

We discussed the results of our review with Sheriff's management and they indicated
general agreement with our qualifications and cited limitations, the review results and
conclusions. We also shared our results with CEO Public Safety management and they
are working to identify the reasons for the overtime, and estimate the impact of the
required additional positions to the Sheriff's annual budget.

Sheriff's management agrees with the A-C that the staffing and cost estimates in this
report should not be used for budgetary or decision-making purposes and are only
intended to stimulate future discussion and analysis, since they are generally based on
total overtime worked, include only direct S&EB costs, and do not account for other factors
that need to be further considered and/or evaluated. Specifically:

e Any potential effort to hire additional sworn personnel would require a sufficient
amount of fully budgeted indirect sworn and non-sworn support staff to
accommodate these new hires.

e The hiring of additional sworn personnel would be subject to the Sheriff’s ability to
identify, recruit, and graduate a sufficient number of Deputy Sheriff Trainees.

e Certain amounts of overtime cannot be eliminated due to the presence or
occurrence of major incidents, late calls or arrests, future vacancies, etc.

e In order to attempt to fully phase out overtime, the CEO must continue to consider
the budgeted positions and staffing that would be needed related to the functions
and responsibilities throughout the Department that were previously/originally
funded by the County and staffed by the Department in the form of overtime (e.g.,
Custody settlement and mental health expansion staffing, and Summer Crime
Enforcement Program).

Please call me if you have any questions, or your staff may contact Mike Pirolo at
(213) 253-0100.

JN:AB:PH:MP;JU

¢. Alex Villanueva, Sheriff
Audit Committee
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From: Sachi A. Hapaj
Chief Executi fficer

SHERIFF RECRUITMENT, HIRING, AND RETENTION STRATEGIES: THIRD
QUARTERLY PROGRESS REPORT (ITEM NO. 59-A, AGENDA OF APRIL 10, 2018)

On April 10, 2018, the Board directed the Chief Executive Office (CEO) to work with the
Los Angeles County Sheriff's Department (Sheriff) to hire outside consultants to assist in
developing long-term recruitment, hiring, and retention strategies to reduce the high
number of vacant Deputy Sheriff positions. The CEO and Auditor-Controller (Auditor)
were also instructed to analyze the Sheriff's overtime costs.

This is the third quarterly status update.

Recruitment, Hiring, and Retention Strategies

The 9t Wonder and the International Association of Chiefs of Police (IACP) have provided
the Sheriff with recommendations, as summarized in Attachment |.

The 9t Wonder has completed its Recruitment Marketing Strategy Report encompassing
best practices for targeting high interest applicants, optimization of marketing content
appeal, and development of applicant engagement and retention processes. The gth
Wonder continues to manage the Sheriff’'s social media recruitment marketing campaign.

IACP has provided a Retention and Recruitment in-progress report with preliminary
findings and recommendations that have a recurring theme: development of a
comprehensive human resource strategic plan that is institutionalized and utilizes data
analytics for planning, decision making, and measuring success.

“To Enrich Lives Through Effective And Caring Service”
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The CEO and Sheriff are working with the Department of Human Resources, Chief
Information Officer, and the Women’s and Girls Initiative to begin assessing the policy,
operational, and fiscal feasibility of implementing the consultants’ recommendations.
Furthermore, many of the strategies recommended by the consultants can be applied to
other County departments to refine their recruitment efforts.

Overtime Analysis

The Auditor has completed their analysis to quantify the level of staffing required for the
Sheriff o phase out their mandatory overtime and have cleared the report with both Sheriff
and CEO management. The report is pending final review and issuance by the Auditor
and will be filed under separate cover.

The November 21, 2018 Sheriff's Department Budget Status Report included a detailed
in-progress analysis of the factors contributing to overtime expenditures.

The next quarterly Recruitment, Hiring, and Retention Strategies report will be submitted
on May 17, 2019.

If you have any questions, please contact Rene Phillips at (213) 974-1478 or at
rphillips@ceo.lacounty.gov, or contact David Turla at (213) 974-1178 or at
dturla@ceo.lacounty.qov.

SAH:JJ:MM:SW
RCP:DT:cc

Attachments

c: Executive Office, Board of Supervisors
County Counsel
Sheriff
Auditor-Controller
Human Resources

030419.B101112.LASD Recruitment Retention Status Update No. 3.bm.docx
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SHERIFF RECRUITMENT, HIRING, & RETENTION PROJECT:
CONSULTANT RECOMMENDATIONS
(as of March 1, 2019)

Recruitment Marketing Analysis

On December 10, 2018, the 9t Wonder completed the Sheriff Recruitment Marketing
Strategy Report. The following summarizes their key recommendations:

1.

Five “personas”: The 9" Wonder's proposed best practice is a recruitment strategy
that encapsulates within a “persona” the characteristics, traits, and behaviors
sought in qualified applicants. This contrasts with traditional marketing efforts that
are either generic or focused on demographics. The five personas are: legacy
(friends/family of law enforcement), ex-military, law learners, college athletes, and
high school students. These personas and their attributes were developed from
interviews of Sheriff personne! (recent Academy graduates, deputies, sergeants,
lieutenants, and executives) and a survey of 1,500 Southern California residents
interested in a law enforcement career.

Note: The survey did yield interesting insights into the prospective candidate pool:
44 percent female, average age is 27 but the highest interest level was from those
in their 30’s, 20 percent are married with a child and salary is important. Based on
some of these demographics, the 9" Wonder did consider a “career change”
persona but determined the attributes would be very ambiguous, uniike the other
personas which had clearly defined characteristics, traits, and behaviors. Further,
limiting the number of personas will allow the Sheriff to manage recruitment
marketing focus.

2. Creative content:

» Imagery and corresponding narratives should humanize the deputy, bring
the sought-after attributes to life, and include one or more of the following
components: casual candid moments between deputies, deputy-community
interaction in the field, and one-on-one interaction between people.

e Produce more stories featuring deputies or describing an incident. Stories
and imagery should highlight the positive human impact a deputy has on
their community.

o Highlight the benefits of working for the Sheriff, including prestige of the
Department, salary and benefits, etc.
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3. Geographic marketing: The Sheriff's priority is to target interested potential
applicants in communities served by the Department. In addition, the 9" Wonder
identified Kern and San Bernardino counties with populations that showed a high
interest in a law enforcement career.

4. Customer service: A critical and often overlooked factor is improving the Sheriff's
ongoing engagement with prospective and current applicants to attract and retain
their interest in becoming a Sheriff's Deputy. Recommended applicant-oriented
services include:

o Establish a customer relationship management program that standardizes
applicant-recruiter engagement (talking points/explanations, setting
expectations, proactive ongoing personalized communication, etc.), and
incorporates technology to manage, track, and build those relationships.

» Website content that provides readily available user-friendly information
that demystifies the application process.

¢ “Click to Call” online telephone option to speak directly with a recruiter.

The 9™ Wonder will continue to spearhead the social media campaign through
June 30, 2019.

Hiring Process Improvement

The International Association of Chiefs of Police (IACP) is required to provide in-progress
reports with their preliminary findings and recommendations on key recruitment and hiring
operations. The objective of these in-progress reports is to provide the Sheriff with
tangible recommendations for immediate consideration instead of waiting for the final
consolidated report that is due on September 30, 2019. Again, these are “in-progress”
reports and IACP will be continuing their research and analysis for the final report.

On January 18, 2019, IACP submitted a retention and recruitment in-progress report. The
critical findings and recommendations are summarized as follows:

1. Human resource (HR) analytics: A critical best practice is the capture, compilation,
and analysis of personnel data that encompasses the employment lifecycle, from
application through retirement. An HR analytics unit would be able to identify
trends, examine underlying causes, and provide management with the necessary
information to adjust personnel policy and operations to improve recruitment, hiring
processes, retention, and morale. The Sheriff's personnel records management
is currently decentralized among several units or retained in physical personnel
folders. This limits management’s ability to identify, understand, prioritize, adjust,
and monitor systemic personnel trends and issues.
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IACP recommends a stepwise strategy to develop the Sheriff's HR analytics ability,
beginning with developing the analytic capacity to provide standardized vetted
operational reporting on past/current experience, advanced reporting relying on
proactive and automated management reports, strategic analytics using models to
evaluate cause and effect, and cumulating with predictive analytics capabilities to
predict trends and plan for changes.

. Strategic Human Capital Plan: IACP identified a formal Strategic Human Capital
Plan as a best practice in” the development and decision making of personnel
policies and operations, because it documents the organization’s goals and the
corresponding metrics of success.

. Managing candidate expectations: A critical retention factor for applicants and
Academy trainees is making sure they understand all aspects of the job (law
enforcement, community relations/education, role model, etc.), work environment
(custody and patrol), professional and personal demands, etc. The correlation
between a new deputy’s expectations with the reality of the job can set their
perspective for the rest of their career; this is reflected in research that has shown
the highest attrition of law enforcement officers is within the first five years on the
job.

IACP’s preliminary recommendations to begin addressing this issue include
expanding the candidate job preview program (going beyond a ride-along) and use
of self-evaluation processes for applicants to decide their own suitability for a
career in law enforcement.

. Career development: Research has shown that career development is one of the
most important factors in predicting employee engagement, morale, and ultimately
turnover. IACP recommends development of a program that maps out the career
opportunities and pathways for the varied specialties within the department. Such
a program would include a self-assessment (interests, knowledge, and skills), a
personalized career map that match those interests with specialties/positions, and
strategies to prepare and develop the skills and experience to move along that
career pathway.

. Recruitment marketing: IACP concurs with the 9th Wonder's recruitment
marketing recommendations with the following enhancements:

o Further development of the five personas whose attributes may overlap with
populations not traditionally associated with law enforcement (e.g. Expansion
of “law learners” to include social work which would capitalize on traits needed
for effective community policing).
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» Proactively attract, select, develop, and retain a diverse workforce which brings
together a wide range of experiences and perspectives which will strengthen
the organization. Ata minimum, the demographic makeup of the applicant pool
should be monitored throughout the selection process.

6. Retention research findings: I|ACP research identified the issues below as
significant contributors to retention and morale.

e Turnover rates: Using historical data provided by the Sheriff, IACP analyzed
reasons for deputies to leave service. The majority of separations were
classified as retirement (53 percent), unknown (15 percent), service connected
disability (11 percent), discharge (8 percent), and other employment’
(6 percent).

» Work-life balance: Research identified work-life balance/conflict as a strong
predictor of turnover. IACP conducted interviews that revealed new deputies
were initially surprised and had ongoing concerns about unpredictable work
hours and shifts that affect their relationships and responsibilities at home.

» Organizational factors: Multiple facets of the Sheriff's organizational structure
and culture were identified as areas of improvement:

i. Dualtrack: The dual track for career advancement received mixed reviews
by deputies: some prefer custody and appreciate the opportunities to
promote within custody, while others, including new graduates, viewed the
custody assignment as not desirable. In addition, transferring from custody
to patrol may require a demotion.

ii. Recognition of accomplishments: Research indicates that employee
recognition, building a sense of belonging, can have a positive impact on
morale and retention. Interviewees stated there is no formal recognition of
promotions or retirements.

iii. Specialized jobs. IACP noted the broad array of opportunities to work
specialized jobs is considered highly attractive and a retention factor.
However, many of the specialties require patrol qualification. In addition,
specialization may potentially lead to being pigeonholed and subsequent
performance issues.

e Local competition: The Sheriff faces competition from the current positive
civilian job market and other law enforcement agencies in the region for new
candidates and contributes toward attrition and lateral deputy/officer transfers.

IACP’s next in-progress report will be focused on the background process.
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